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What Makes a Great  
NextGen Leader?

A company’s leadership pipeline is expected to deliver its 
“next generation” of leaders who are capable of leading 

now. The payoff is a supply of leadership talent that simul-
taneously achieves targets, strengthens and protects ethi-
cal reputation, and navigates transformational change in 
pursuit of a bright, competitive future. It is evident that 
conventional leadership development practices are no 

longer adequate. Organizations globally need to incorpo-
rate the next generation leadership competencies in order 
to address the development needs of their rising leaders. 
This expanded group of upcoming leaders need to have a 

broader skillset, one that equips them to think and act glob-
ally in a VUCA business environment.

—Prof Sattar Bawany (2016),

“NextGen Leaders for a VUCA World” in Leadership 
 Excellence Essentials, Vol. 33 No. 8

Abstract: Developing the next generation (nextgen) of 
leaders involves building a sustainable leadership pipe-
line for the organization so as to ensure its continued 
success in the Fourth Industrial Revolution or industry 
4.0 (IR 4.0) as it is commonly known. The IR 4.0 rep-
resents the combination of cyber-physical systems, the 
Internet of Things, and the Internet of Systems. Today, 
research has shown the importance of several leadership 
competencies that have been effective in transforming 
the next-gen leaders. These include cognitive readiness 
skills and emotional and social intelligence competen-
cies, which are crucial in leading the team and organiza-
tion in a highly disruptive and increasingly VUCA-driven 
business environment that underpins the IR 4.0.
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IntroductIon: the new realItIes
Today’s turbulent business environment 
demands that individuals and organiza-
tions perform at higher levels and with 
greater speed than at any time in the past. 
Organizational leaders and team members 
alike must place a new emphasis on devel-
oping an open and trust-based relationship 
that will lead toward the development of a 
positive organizational climate and organi-
zational success.

and respect in leadership and business. 
They are being called upon to guide orga-
nizations through times of turbulence and 
uncertainty, to show the way forward and 
to set an example. And all this in the face 
of an increasingly disruptive global econ-
omy and in a climate of cynicism and 
mistrust—tough economic and political cir-
cumstances by any standards.

Aligning people is about generating 
awareness and understanding of the dif-
ferences between individuals in the way 
they prefer to work and the way they make 
decisions or manage relationships. By cre-
ating a common understanding, a common 
sense of purpose and a shared commit-
ment to action evolves.

Organizations need leaders who are able 
to envision the future, motivate, inspire, 
and engage the employees as well as able 
to adapt to changing needs of both the 
internal and external stakeholders.

In essence, the heart of the leadership 
challenge that confronts today’s leaders is 
learning how to lead in situations of ever 
greater volatility and uncertainty in a glo-
balized business environment, allied with 
the needs to deal with scale, complexity, 
and new organizational forms that often 
break with the traditional organizational 
models and structures within which many 
have learned their “leadership trade” 
(Bawany, 2015).

leadershIp Is a Facet oF ManageMent
Leadership and management are two 
notions that are often used interchange-
ably. However, these words actually 
describe two different concepts. We shall 
discuss these differences and explain why 
both terms are thought to be similar.

With dramatic changes in the busi-
ness landscape today, organizations must 
embrace, adapt, and respond quickly to 
change and this reality calls for a new 
paradigm of leadership. One of the biggest 
challenges that leaders face is to evolve to 
a new mindset that relies on strategic and 
critical thinking skills along with emotional 

The global environment is increasing 
the degree of complexity for organiza-
tions operating anywhere in the world. 
With it arises the need for a different kind 
of inquiry operating within our lives and 
organizations. The requirement for greater 
openness to uncertainty will challenge our 
sense of purpose, identity, and self-efficacy.

Too often in times of turbulence, includ-
ing in a disruptive, VUCA-centric world, the 
temptation is to “batten down the hatches” 
and seek safety by focusing on what can 
be controlled. Typically that means turn-
ing inward and acting “defensively” to 
avoid damage and minimize risk. Caution 
and prudence, like most other leadership 
behaviors, are useful only in conjunction 
with the exercise of good judgment. In 
stressful circumstances, leaders need to 
remember that not all risks are bad, not 
all opportunities for growth disappear, and 
abroad, externally focused perspective is 
more important than ever.

Leaders are facing the almost over-
whelming task of restoring confidence 
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and social intelligence competencies. This 
is the hallmark of High-Performance Lead-
ers, which requires a move from transac-
tional management to transformational 
leadership in engaging the various stake-
holders toward organizational success.

Management and leadership are both 
important, but it is often difficult for lead-
ers to focus on both dimensions of their 
job. Traditional management is needed 
to meet current obligations to custom-
ers, shareholders, employees, and others. 
The problem is that too many people are 
doing management, two few providing 
leadership, and fewer still who have inte-
grated the skills and qualities needed for 
meeting both leadership and management 
challenges.

Jack Welch, the legendary former Chair-
man & CEO of General Electric, is one of 
the best-known examples of a business 
leader who combines good management 
and effective leadership. He understands 
and practices good management such as 
cost control but is a master leader, actively 
promoting change and communicating a 
vision resulting in GE being consistently 
one of the most successful Fortune 500 
organizations throughout his tenure.

The primary aim of a manager is to 
maximize the output of the organization 
through administrative implementation. 
To achieve this, managers must undertake 
the following functions:

1. organization
2. planning
3. staffing
4. leading
5. controlling

Leadership is an important component 
of the management function. A manager 
cannot just be a leader; he also needs for-
mal authority to be effective. For any orga-
nizational initiative to take hold, senior 
management must be involved and act as 
a role model. This involvement cannot be 
delegated.

Managers think incrementally, while 
leaders think radically. Managers do things 
right; going by the book and adhering to 
company policy, while leaders do the right 
thing; seeking out the truth and make 
decisions based on fact, not prejudice. 
Oftentimes they stand out by being differ-
ent—questioning assumption and have a 
preference for innovation.

Warren Bennis further explicated a 
dichotomy between managers and leaders. 
He drew 12 distinctions between the two 
groups (Bennis, 1989):

1. Managers administer, leaders innovate
2. Managers ask how and when leaders ask 

what and why
3. Managers focus on systems, leaders  focus 

on people
4. Managers do things right, leaders do the 

right things
5. Managers maintain, leaders develop
6. Managers rely on control, leaders inspire 

trust
7. Managers have a short-term perspective, 

leaders have a longer-term perspective
8. Managers accept the status quo, leaders 

challenge the status quo
9. Managers have an eye on the bottom 

line, leaders have an eye on the horizon
10. Managers imitate, leaders originate
11. Managers emulate the classic good sol-

dier, leaders are their own person
12. Managers copy, leaders show originality

developIng the nextgen leadershIp 
pIpelIne
Leading in a world that is highly disrup-
tive as well as Volatile, Uncertain, Com-
plex, and Ambiguous (VUCA) not only 
provides a challenging environment for 
leaders to operate and for executive devel-
opment programs to have an impact, but it 
also provides a much-needed range of new 
competencies. The new reality is result-
ing in the realization that new and dif-
ferent capabilities are needed to succeed 
(Bawany, 2016).
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Leading organizations continuously 
asked where their future or next genera-
tion (next-gen) of leaders will come from. 
It would seem that the same approach has 
been implemented for a long time, which 
includes identifying high-potential talents 
within the workforce and provide them 
with the relevant leadership development 
opportunities so as to equip them with 
critical leadership skills and competencies 
that would be required to drive the orga-
nization strategy. Given the daunting chal-
lenges that these future leaders will have 
to resolve to result from the ongoing highly 
disruptive and VUCA-driven environment, 
there is a need for organizations to con-
tinuously reassess their approach toward 
ensuring the development of the right 
set of skills and competencies for their 
next-gen leaders.

Talent management represents an orga-
nization’s efforts to attract, develop, and 
retain skilled and valuable employees. Its 
goal is to have people with the capabilities 
and commitment needed for current and 
future organizational success. An organiza-
tion’s talent pool, particularly its managerial 
talent, is often referred to as the leadership 
pipeline (Conger and Fulmer, 2003).

Developing the next generation of leaders 
involves building a sustainable leadership 
pipeline for the organization. Ram Charan 
introduced the image of a leadership “pipe-
line” and asserted that, if whatever is flow-
ing through it gets stuck, the pipeline will 
not deliver the resource it contains (Charan, 
Drotter, and Noel, 2000). Where the pipeline 
shifts direction, things can easily get stuck. 
It is the task of managers who lead to help 
those who get stuck to move on (up or out) 
and make room for others.

Broadly speaking, high potentials are 
the pool of future or next-generation lead-
ers of the organization. High-potential tal-
ent is often viewed as an employee who 
is assessed as having the ability, organiza-
tional commitment, aligned to the organi-
zation’s values, and to have demonstrated 
the competencies and skills as well as the 

motivation to rise to and succeed in more 
senior positions in the organization. Each 
organization will have their own definitions 
of high-potential talent, but in essence, the 
process and criteria for assessment and 
identification of high potentials are quite 
similar between organizations.

A robust leadership pipeline is critical 
to driving strategy and growth so organiza-
tions may achieve their goals. But, while 
many organizations have devoted consider-
able resources to the development of these 
next generation or future leaders, few have 
a readily available pool of these leaders who 
are ready to take on greater responsibilities 
and to meet the daunting challenges of the 
future. While the severity of the issue var-
ies among organizations and industries, it’s 
clear throughout the business world that the 
demand for these future leaders is greater 
than supply and as a result, many organi-
zations face a shortage of leadership talent. 
The complexity and fast-changing nature 
of the global economy have created the 
demand for new leadership mindsets, skills, 
and capabilities. With the failure of leader-
ship development programs to sufficiently 
quickly develop people to fill the new and 
changing roles required for success, many 
organizations are in a predicament and 
their long-term sustainability is in question.

Having a robust leadership pipeline 
remains one of the critical talent manage-
ment issues facing organizations around 
the world operating in a VUCA business 
environment as this would contribute 
toward the development of a sustainable 
competitive advantage of the organization. 
This is achieved by cultivating emerging 
talent early while enhancing organiza-
tional capability. Developing a leadership 
pipeline starts with identifying and then 
transforming high-potential individuals to 
a variety of developmental opportunities 
and experiences (Bawany, 2014).

Organizations are facing unprecedented 
new leadership challenges, including 
developing different generations of lead-
ers likely to be from Gen Y or Millennials, 
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meeting the demand for leaders with global 
fluency and flexibility, building the ability 
to innovate and inspire others to perform, 
and acquiring new levels of understanding 
of rapidly changing and emerging tech-
nologies and new disciplines and fields. As 
experienced leaders, managers, and profes-
sionals continue to leave an organization, 
their intellectual capital and tacit knowl-
edge, unless codified, will be lost, creat-
ing tremendous challenges at a time when 
the market is growing more global and 
dynamic. This translates to tougher com-
petition in the marketplace, making the 
search for high-potential people externally 
more difficult and future success more elu-
sive. Further, there is a sense of urgency 
for organizations today to accelerate the 
time to competence, which compounds the 
challenge of building a strong leadership 
pipeline from within.

The leadership development training 
programs may be strengthened, broadened, 
and deepened to include inspiring and 
engaging others, as well as cognitive readi-
ness skills and emotional and social intel-
ligence competencies. These capabilities 
can be addressed by incorporating specific 
activities and exercises designed to increase 
awareness of their impact and importance 
in familiar techniques, such as case studies 
or applicable business simulations.

Additionally, opportunities for appli-
cation and practice can be provided in 
experience-based approaches where par-
ticipants work to apply the concepts and 
skills directly to real business issues, while 
colleagues and facilitators provide feedback 
based on behaviors they observed during 
their work together.

We are operating in a hypercompetitive 
VUCA business environment. The world 
moves faster today when compared to 20 
years ago. Companies feel the pressure 
to decrease time to market and improve 
the quality of products while delivering 
on ever-changing customer expectations 
to maintain competitive posture—that is, 
be adaptive and nimble. Driving results in 

high-performance organizations (HPOs) 
is difficult even for companies that have 
the benefit of dedicated and knowledge-
able employees and business leaders to 
leverage.

From ongoing research by the  Centre 
for Executive Education (CEE), it has 
been determined that various leadership 
competencies including cognitive readi-
ness (critical and strategic thinking skills), 
emotional and social intelligence, manage-
rial coaching and leading team for perfor-
mance, effective negotiation and conflict 
management, and cross-cultural commu-
nication and diversity management are 
crucial in deriving results and achieving 
organizational success in an HPO oper-
ating in a highly disruptive and increas-
ingly VUCA-driven business environment. 
(Bawany, 2016).

The business environment is continu-
ally changing, and a leader must respond 
in kind in the effort toward the develop-
ment to be an HPO (see Figure 1).

The fundamentals remain that organiza-
tions need to continuously deliver service 
value and build good customer relation-
ships in order to generate sustainable 
results through their satisfied and loyal 
customers. Employees being at the fore-
front of the service delivery chain hold the 
key to building this satisfied and loyal cus-
tomer base (see Figure 2).

Employees who are engaged and moti-
vated are instrumental in delivering the 
required customer service experience for 
the client, which will result in customer 
engagement and retention. The level of 
employee engagement is dependent on the 
organizational climate (sometimes known 
as corporate climate), which here simply 
refers to how employees feel about working 
in the organization. Organizational climate 
is the process of quantifying the culture of 
an organization. It is a set of properties of 
the work environment, perceived directly 
or indirectly by the employees, that is 
assumed to be a major force in influencing 
employee behavior and engagement.
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Figure 1: The High-Performance Organization (HPO) Framework

Figure 2: The Results-based Leadership (RBL) Framework
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Leaders create, transform, and man-
age organizational cultures. The leader’s 
values, beliefs, and leadership styles will 
impact the organization’s climate. In a 
VUCA-driven workplace, “Level 5”  (Collins, 
2001) leaders are required, who are able 
to exercise ontological humility and pos-
sess emotional mastery including empa-
thy and relationship management skills. 
They also need to possess essential integ-
rity in discharging their day-to-day role 
and responsibilities toward engaging the  
employees.

Managers often fail to appreciate how 
profoundly the organizational climate can 
influence financial results. It can account 
for nearly a third of financial performance. 
Organizational climate, in turn, is influ-
enced by leadership style and by the way 
or manner in which the leader motivates 

direct reports, gathers and uses informa-
tion, makes decisions, manages change ini-
tiatives, and handles crises.

leadIng In the Ir 4.0
Professor Klaus Schwab, the Founder and 
Executive Chairman of the World Economic 
Forum, has published a book entitled The 
Fourth Industrial Revolution, in which he 
describes how this fourth revolution is fun-
damentally different from the previous 
three, which were characterized mainly by 
advances in technology (Schwab, 2017).

Schwab defines the first three industrial 
revolutions as the transport and mechani-
cal production revolution of the late eigh-
teenth century; the mass production 
revolution of the late nineteenth century, 
and the computer revolution of the 1960s 
(see Figure 3).

Figure 3: The Evolution of the Industrial Revolution



© Business Expert Press 978-1-94784-318-9 (2018)  Expert Insights
www.businessexpertpress.com

What Makes a Great NextGen Leader? 

8

The fourth industrial revolution, or 
industry 4.0 or IR 4.0, as it is commonly 
known, represents the combination of 
cyber-physical systems, the Internet of 
Things, and the Internet of Systems. In 
short, it is the idea of smart factories in 
which machines are augmented with web 
connectivity and connected to a system 
that can visualize the entire production 
chain and make decisions on its own. In this 
fourth revolution, a range of new technolo-
gies will evolve that combine the physical, 
digital, and biological worlds. These new 
technologies will impact all disciplines, 
economies, and industries, and even chal-
lenge our ideas about what it means to be 
human.

Technological innovation is on the brink 
of fueling momentous change throughout 
the global economy, generating great ben-
efits and challenges, in equal measure. To 
thrive in this environment, Schwab argues, 
public–private research collaborations 
should increase, and should be structured 
toward building knowledge and human 
capital to the benefit of all.

There will be enormous managerial 
leadership challenges as the impact of tech-
nology and the disruption that comes will 
result in an exogenous force over which 
leaders would have little or no control at 
times. However, it is the role of leaders 
to guide their teams and to be mindful of 
these forces when making business deci-
sions that would impact on the sustainabil-
ity of their organizations. They should thus 
grasp the opportunity and power so as to 
shape the Fourth Industrial Revolution and 
direct it toward a future that reflects the 
organization’s values and success.

To do this, however, leaders must develop 
a comprehensive and globally shared view 
of how technology is affecting the lives of 
their employees and at a macro level how 
it is reshaping the economic, social, cul-
tural, and human environments. There has 
never been a time of greater promise, or 
one of greater potential peril. Today’s lead-
ers and decision makers, however, are too 

often trapped in traditional, linear think-
ing, or too absorbed by the multiple crises 
demanding their attention, to think strate-
gically about the forces of disruption and 
innovation shaping their organization’s 
future.

In the end, it all comes down to people 
and values. Leaders need to shape a future 
that works for all stakeholders by putting 
people first and empowering them. In its 
most pessimistic, dehumanized form, the 
Fourth Industrial Revolution may indeed 
have the potential to robotize humanity and 
thus to deprive us of our heart and soul. 
But as a complement to the best parts of 
human nature—creativity, empathy, stew-
ardship—it can also lift humanity into a 
new collective and moral consciousness 
based on a shared sense of destiny. It is 
incumbent on us all to make sure the latter 
prevails.

Leading in industry 4.0 would require 
the future leaders to be able to adapt to 
these new technologies and to be able to 
do so effectively, which means that the 
next-generation leadership competencies 
would need to be developed and demon-
strated effectively.

nextgen leadershIp coMpetencIes
There are two things we can say with cer-
tainty about the future: it will be different, 
and it will surprise. Now, more than ever, 
leaders are compelled to navigate unfamil-
iar, challenging times, a quickening pace 
of change, increasing expectations, and a 
rising tide of rapidly evolving conditions. 
This new and different environment is 
challenging leaders to find new ways to 
lead their organizations and achieve sus-
tained success. And, because of these cir-
cumstances, there is a thirst for a pool of 
future leaders to be developed with the rel-
evant next-gen leadership skills and com-
petencies and skills so as to enable them to 
seize the opportunities as well as manage 
the daunting challenges evolved as a result 
of this new normal business environment 
((Hagemann and Bawany, 2016b).
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The rapidly evolving demands of the 
twenty-first century include everything 
from climate change to demography, shift-
ing customer requirements and expectations, 
the rise of technology, globalization, new 
markets, and new attitudes to work. Lead-
ers must now operate in a way that inspires 
and engages people, while simultaneously 
addressing changing customer requirements 
and delivering results. Finally, all of this 
needs to be achieved with a sense of urgency, 
as the experienced leaders of the Baby Boomer 
generation continue to retire at pace.

These diverse and escalating demands on 
leaders are reflected in the 2016-2017 Trends 
in Executive Development: A Benchmark 
Report published by Executive Development 
Associates, Inc. (EDA). The wide-ranging 
and in-depth assessment is based on survey 
results from 466 organizations worldwide, 
with contributions from presidents, senior 
vice-presidents, chief learning officers, and 
heads of executive and leadership develop-
ment (Hagemann and Bawany, 2016a).

It is evident that conventional leader-
ship development practices are no longer 
adequate. Organizations globally need to 
incorporate the next generation leadership 
competencies in order to address the devel-
opment needs of their rising leaders. This 
expanded group of upcoming leaders need 
to have a broader skillset, one that equips 
them to think and act globally in a VUCA 
business environment. They must do so 
while embracing cross-cultural diversity 
and cultivating collaborative relationships 
within and outside their walls. These are 
the hallmarks of the mindset needed to 
develop effective next-gen global leaders.

In the 2016-2017 report, the ability to cre-
ate a vision and engage others is reported 
as the competency most lacking in next 
generation leaders. This is consistent with 
the findings from the EDA 2014-2015 Exec-
utive Development Trends survey.

In response to the question
As you look down in the organization at 

the next generation of leadership talent (the 
ones who are most likely to fill executive 

level positions in the next 3 to 5 years), 
what capabilities, skills, knowledge, atti-
tudes, competencies, etc. are most lacking?

the results show that emerging leaders 
are struggling with the ability to create a 
vision, hire and retain the right talent and 
inspire them to achieve the desired business 
results. This is an especially concerning 
challenge for organizations as they struggle 
to compete in a VUCA environment where 
employee buy-in and engagement is crucial 
to their sustainability and future success. 
For the details of the next-gen leadership 
competencies, please see Table 1 (Hage-
mann, B., and S. Bawany. February, 2016a).

The next generation leadership compe-
tencies will include the suite of cognitive 
readiness skills, which can be viewed as 
part of the advanced thinking skills that 
make leaders ready to confront whatever 
new and complex problems they might face. 
Cognitive readiness is the mental prepara-
tion that leaders develop so that they, and 
their teams, are prepared to face the ongo-
ing dynamic, ill-defined, and unpredictable 
challenges in the highly disruptive and 
VUCA-driven business environment.

The Executive Development Associates 
(EDA) has identified the following seven 
key cognitive readiness skills, collectively 
known as Paragon 7 (see Figure 4), which 
develop, enhance, or sustain a leader’s 
ability to navigate successfully in this new 
normal.

1. Mental Cognition: Recognize and regu-
late your thoughts and emotions

2. Attentional Control: Manage and focus 
your attention

3. Sensemaking: Connect the dots and see 
the bigger picture

4. Intuition: Check your gut, but don’t let 
it rule your mind

5. Problem Solving: Use analytical and 
creative methods to resolve a challenge

6. Adaptability: Be willing and able to 
change, with shifting conditions

7. Communication: Inspire others to action; 
Create fluid communication pathways
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Table 1: Competencies for the Next Generation of Leaders

2016/2017 2014/
2015

2012/
2013

2010/
2011

1. Ability to create a vision and engage others around it (31.5%) 1 2 3

2. Ability to attract, develop, and retain the quality of talent 
needed to achieve the business objectives (28.8%)

3

3. Ability to inspire (25.0%) 4

4. Ability to deliver results/results-oriented (23.6%)

5. Ability to manage the stress and demands of a real-time 
overloaded leadership environment (19.5%)

6. Cooperates and collaborates with other parts of the business 
to optimize the operations of our business, and to leverage 
our collective capabilities in the marketplace to identify and 
serve customers/clients better than competition

3

7. Critical thinking 2 1

8. Inspirational leadership: creating vision, enrolling and 
empowering others

4

9. Leadership 4

10. Leading change 2

11. Leading through change 5

12. Strategic thinking 1

13. Understands the total enterprise, how the different parts 
work together to leverage their collective capabilities to serve 
customers/clients better than the competition 21.8%)

5 5

Figure 4: Paragon 7 Cognitive Readiness Competencies



© Business Expert Press 978-1-94784-318-9 (2018)  Expert Insights
www.businessexpertpress.com 11

What Makes a Great NextGen Leader? 

The detailed descriptors of these compe-
tencies can be found in the article by the 
same author entitled “Leading in a Disrup-
tive VUCA World” (Bawany, 2018).

Overall, heightened cognitive readiness 
allows leaders to maintain a better sense of 
self-control in stressful situations.

eMotIonal and socIal IntellIgence 
coMpetencIes
The next crucial next-gen leadership com-
petency is that of emotional and social 
intelligence. Emotional intelligence has 
become a major topic of interest in orga-
nizations since the publication of a best-
seller by the same name in 1995 by Daniel 
Goleman (Goleman, 1995). The early def-
initions of social intelligence influenced 
the way emotional intelligence was later 
conceptualized. Contemporary theorists 
like Peter Salovey and John Mayer origi-
nally viewed emotional intelligence as part 
of social intelligence (Salovey and Mayer, 
1990), which suggests that both concepts 
are related and may, in all likelihood, rep-
resent interrelated components of the 
same construct.

Because individuals in organizations can 
rarely be successful alone, they must influ-
ence, lead, and coordinate their efforts with 
others in order to achieve their goals—to 
translate vision into action. A leader’s suc-
cess rests in large part upon his or her abil-
ity to influence the different groups he or 
she must relate to in the organization: the 
superiors, peers, and direct reports.

In 1998, in Working with Emotional Intel-
ligence, author Daniel Goleman set out a 
framework of emotional intelligence (EI) 
that reflects how an individual’s potential 
for mastering the skills of Self-Awareness, 
Self-Management, Social Awareness, and 
Relationship Management translates into on-
the-job success for a leader. This model is 
based on EI competencies that have been 
identified in extensive published research 
on hundreds of corporations and organi-
zations as distinguishing outstanding per-
formers (Goleman, 1998). 

An emotional competence is defined as 
“a learned capability based on emotional 
intelligence that results in outstanding per-
formance at work” (Goleman, 1998). To 
be adept at an emotional competence like 
Customer Service or Conflict Management 
requires an underlying ability in EI funda-
mentals, specifically Social Awareness and 
Relationship Management. However, emo-
tional competencies are learned abilities: 
having Social Awareness or skill at manag-
ing relationship does not guarantee we have 
mastered the additional learning required 
to handle a customer adeptly or to resolve a 
conflict—just that a leader has the potential 
to become skilled at these competencies. 

Emotional competencies are job skills 
that can, and indeed must, be learned. An 
underlying EI ability is necessary, though 
not sufficient, to manifest  competence 
in any one of the four EI domains, or 
clusters. 

The competencies are classified into 
four clusters of general EI abilities:

 1. Self-awareness
 2. Self-management
 3. Social awareness and
 4. Relationship management

Nested within each of those four areas 
are specific, learned competencies that set 
the best leaders and performers apart from 
the average.

The framework illustrates, for example, 
that we cannot demonstrate the competen-
cies of trustworthiness and conscientious-
ness without mastery of the fundamental 
ability of Self-Management or the Com-
petencies of Influence, Communication, 
Conflict Management, and so on without a 
handle on Managing Relationships.

Self-Awareness concerns knowing one’s 
internal states, preferences, resources, and 
intuitions. The Self-Awareness cluster con-
tains three competencies:

a. Emotional Self-Awareness: Recognizing 
one’s emotions and their effects.
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b. Accurate Self-Assessment: Knowing 
one’s strengths and limits.

c. Self-Confidence: A strong sense of one’s 
self-worth and capabilities.

Self-Management refers to managing one’s 
internal states, impulses, and resources. 
The Self-Management cluster contains six 
competencies:

a. Emotional Self-Control: Keeping dis-
ruptive emotions and impulses in check

b. Transparency: Maintaining integrity, 
acting congruently with one’s values.

c. Adaptability: Flexibility in handling 
change.

d. Achievement: Striving to improve or 
meeting a standard of excellence.

e. Initiative: Readiness to act on opportunities.
f. Optimism: Persistence in pursuing goals 

despite obstacles and setbacks.

Social Awareness refers to how people 
handle relationships and awareness of oth-
ers’ feelings, needs, and concerns. The 
Social Awareness cluster contains three 
competencies:

a. Empathy: Sensing others’ feelings and 
perspectives and taking an active inter-
est in their concerns.

b. Organizational Awareness: Reading a 
group’s emotional currents and power 
relationships.

c. Service Orientation: Anticipating, rec-
ognizing, and meeting customers’ needs.

Relationship Management concerns the 
skill or adeptness at inducing desirable 
responses in others. The Relationship Man-
agement cluster contains six competencies:

a. Developing Others: Sensing others’ 
development needs and bolstering their 
abilities.

b. Inspirational Leadership: Inspiring and 
guiding individuals and groups.

c. Change Catalyst: Initiating or manag-
ing change.

d. Influence: Wielding effective tactics for 
persuasion.

e. Conflict Management: Negotiating and 
resolving disagreements.

f. Teamwork & Collaboration: Working 
with others toward shared goals. Creat-
ing group synergy in pursuing collec-
tive goals.

IMportance oF eMpathy 
as a leadershIp coMpetency
Many leaders and managers vaguely under-
stand the impact empathy has on leader-
ship effectiveness. One of the reasons, we 
have found out, is that very few of them 
have been trained or taught how to culti-
vate empathy in their lives and work as a 
daily practice (Bawany, 2017).

The empathetic leader put themselves 
in their followers’ shoes and attempt to 
see things from their perspective. Empa-
thy doesn’t mean agreeing with someone. 
Empathy is not sympathy. Empathy doesn’t 
mean telling them that they are right, or 
even addressing their concern. Demonstrat-
ing empathy shows that you care enough to 
give someone else’s issue the same level of 
respect and attention they do.

Empathy can be simply defined as the 
ability to be aware of and understand 
how others feel. It is a key component of 
people-oriented and participative leader-
ship. This would include being sensitive 
to the feelings, concerns, and needs of the 
coworkers and is able to see the world from 
their perspective.

Empathy can also be seen as demon-
strating an active concern for people and 
their needs by forming close and support-
ive relationships with others. Leaders who 
lack empathy may be perceived by others 
as cold, uncaring, and having little inter-
est in them as people. Leaders who score 
high on this competency work to develop 
close bonds with others. They spend time 
getting to know people and are able to give 
their colleagues the feeling that they are 
personally involved with them. They tend 
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to emphasize the importance of being gen-
erous and kind and displaying a sincere 
interest in the well-being of others. If car-
ried to extremes, however, this closeness 
may cloud a leader’s objectivity and result 
in decisions that do not properly consider 
the organization’s best interests. Hence 
it would be crucial for the leader to bear 
in mind the saying “Familiarity breeds 
contempt.”

conclusIon
To develop the next generation of lead-
ers, it is evident that conventional leader-
ship development practices are no longer 
adequate. Organizations globally need to 
incorporate the relevant leadership com-
petencies in order to address the devel-
opment needs of their rising leaders. 
This expanded group of upcoming lead-
ers need to have a broader skill set, one 
that equips them to think and act globally 
in a highly disruptive and increasingly 
VUCA-driven business environment. 
They must do so while embracing cross-
cultural diversity and cultivating collab-
orative relationships within and outside 
their walls. These are the hallmarks of 
the mindset needed to develop effective 
next-gen global leaders.

Organizations would need to incor-
porate a different form of development 
activities for their next generation of lead-
ers, which are likely to include executive 
coaching, mentoring and developmental 
job, and stretch assignments. Other devel-
opment activities include psychometric 
assessments and managerial coaching and 
performance feedback, and customized 
training programs developed by internal 
staff. All of these activities have strong 
developmental value as components of 
an overall executive leadership develop-
ment strategy. Additionally, the organiza-
tion needs to ensure that these leaders are 

also equipped with the cognitive readiness 
skills and emotional and social intelligence 
competencies needed for sustained success 
and effectiveness in a VUCA environment.
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